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cA Perspective on (^Management development
Describing a management development service is easier
if we first examine the role of the manager himself. In
simplest terms, the manager, or management collectively, can be thought of as using certain resources to
accomplish objectives or operational goals. Often, of
course, his job also includes setting the objectives and
acquiring the resources.
What are these resources? An especially useful way
to categorize them has been suggested by Jay Forrester
of MIT in his "Industrial Dynamics" approach. He regards the determination of corporate performance as
being contained in several streams of resources. These
are:
•• MEN
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Management Development devotes itself directly to
only one of these streams, the flow of manpower. But
it is important to recognize that the people in an organization, through their activities, through the decisions
they make, and through their uses of the information and
other resource streams in the organization, tie together
each of the separate and complex flow processes into
a more or less coordinated goal-seeking entity. Management development activities can indirectly influence the
entire corporate structure and its performance by changing the relationships between individuals and/or functional groups and by modifying the ways in which people
generate and utilize information and make decisions. In
other words, the development activity can be used to
implement functional relationships and to engineer human behavior to achieve the company's operational
goals.
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INFORMATION

A TOTAL MANAGEMENT PERSONNEL SERVICE
Management development, however, is only one of
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several activities included in a total service. A complete
list would include at least the following:
1. An examination of the company's overall objectives
and organization--its marketing plan, its sales
goals, facilities plans, return on investment target,
etc.—as a prelude to analyzing the company's organizational structure in order to see if it lends itself to the effective accomplishment of the stated
goals.
2. An analysis of the manpower. The skills which the
company will need to meet its objectives are determined in both qualitative and quantitative terms.
Position definitions and specifications should be
developed in conjunction with a sound wage and
salary program.
3. A personnel inventory to identify skills presently
available. This will probably include the establishment of a skills inventory system tied into a performance appraisal program.
4. A comparison of current manpower levels and skills
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with future needs as a basis for planning organizational changes and manpower development activities.
5. Management recruitment and placement efforts to
augment manpower levels, and/or management development activities to improve the skill levels of
existing personnel.
These activities can easily be collected under four major
headings, which might be viewed as making up a total
management personnel service:
• Organizational Planning.
• Manpower Planning.
• Management Recruitment and Placement.
• Management Development.
Developing a Management Development Program
The only reason for listing the elements of a total
service is to show where management development fits
in with the other related activities. The main purpose of
this article is to explain and illustrate the process in27

volved in designing and presenting a specific training
program. We are using the word "program" here to mean
a training effort designed to meet a specific need rather
than as a term to describe a company's overall management development "curriculum" or plan.
The starting point is the realization that there is a
need for a particular development or training program,
which normally shows up in the form of a discrepancy
between actual behavior performance and the performance that should be turned in to meet operational goals.
This need must be identified and analyzed for cause.
Does the discrepancy exist because the man simply
doesn't know something; because he has the wrong
philosophy or emotional attitude; because he lacks a
skill; or because the environment or climate in which he
works doesn't permit him to do what he should do?
Which is needed?
. . Information or knowledge change.
. . Attitude change.
. . Skill change.
. . Environmental change.
It may be any one or a combination of these. To use
a very simple example: Suppose a man's department is
deeply in the red. He should be reducing costs, but actually he behaves as though he's well within his budget.
It might be that he simply doesn't know he's losing
money or in which areas he's losing money. Perhaps he
doesn't care; he doesn't feel a need to cut costs because
to him the budget seems unrealistic. Maybe he doesn't
have the skill to reduce costs —doesn't know how. And,
of course, the environment may be contributing in some

ways; perhaps no system exists for giving him needed
information, or his superiors put pressure on the production schedule rather than on budget compliance, etc.
In any event, the first step is to find out why discrepancies in behavior exist. Normally this can best be done
by working with a top level group within the organization that knows the operational goals and the behavior
needed to achieve those goals. This group can be
thought of as a kind of Steering Committee. To illustrate
how it usually operates, we can take an example from
the development of a training program on Budgeting
and Cost Control. In this instance, the steering group at
first made statements such as, "The foremen need to
do a better job of controlling costs and making out
budget requests."
Our role was to help them convert these broad statements into more specific terms and to analyze and find
examples of the behavior discrepancies that were identified. Eventually, we began to get more specific statements, such as:
1. "Production supervisors do not understand the derivation and meaning of the information on budget
request forms."
2. "They do not know how to analyze experience factors nor how to arrive at budget requests."
3. "They do not know how to explain and justify their
budget requests nor do they see the importance of
justification."
4. "They feel budget requests should be 'padded' because they will inevitably be cut; they do not understand the budget review process."
5. "They tend to 'juggle' their expense figures to give
the best cost picture possible, making it difficult
for accounting to get an accurate picture of cost
problems in that department."
Finally, we had about twenty such statements dealing
.with both budget preparation and cost control, which we
tried to translate into job behavior terms, condense into
measurable overall program objectives, and finally into
performance terms:
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1. "At the end of the program, the trainee should be
able to analyze and fill out an expense budget request form for a manufacturing department from
the information normally available to him on the
job. His completed budget request should be acceptable to the budget section of accounting, that
is, it should contain burden rates that will be possible but difficult for him to operate under."
2. "At the end of the program, the trainee should be
THE QUARTERLY

able to exercise more control over costs in the
various departmental expense accounts. In the
future, his total actual burden rate should be lower
in comparison to his total budgeted burden rate
than it was in the past year, barring emergencies
that upper management accepts as unforseeable."
3. At the end of the program, the trainee should report
expenses in the proper categories to reflect an
accurate picture of his cost problems. He should
not charge expenses to general work orders or
projects nor absorb expenses in his departmental
efficiency for the sole purpose of reducing the expense figures on his departmental expense summary sheet. There should be a more realistic distribution of his departmental expenses."
The steering committee agreed that these objectives
adequately covered the problem areas, or needs, as they
saw them. Next, the steering group discussed the environmental factors that might account for the actual
behavior of the potential trainees. The main purpose of
this discussion was to introduce the idea that environmental factors often cause "undesirable" performance and that policies and practices might have to be
changed. For example, they agreed that pressures for
scrap reduction, etc., might be somewhat responsible
for attempts on the part of foremen to "juggle" expense
figures. We identified several items that we would be
especially watchful of as we designed and conducted the
training program.

all program objectives that had been worked out with
the steering group plus the detailed specifications from
which those objectives had evolved. We worked with
the design group to answer this question in regard to
each training unit's objectives: "If the trainee demonstrates such and such skill under these conditions in the
classroom, do you feel he will be able to perform adequately back on the job under actual work conditions?"
In this manner we selected subject matter and training
techniques and devised means of evaluating classroom
behavior.

After establishing our overall objectives and after
tentatively exploring environmental factors, we formed
a Design Committee. This group was composed of men
who had detailed, specialized knowledge of the subject
area involved. In this case, it included production superintendents, foremen, budget analysts, accounting supervisors, etc.

"Given a daily efficiency report containing actual
hours worked and standard hours generated, the
conferee must be able to calculate and record both
the day's efficiency and the cumulative efficiency
in the appropriate blanks on the form. The conferee
should also be able to verbally explain that actual
hours are computed from time cards and that standard hours are computed from credit move orders."
This was one of the simpler objectives from this particular session. Since "explain" is one of the criteria, as
in the second part of this objective, we accepted correct explanations from one or two conferees as sufficient proof, providing the rest of the conferees agreed
with the proper responses.

The Design Committee
With this group, we started the second phase of our
development procedure, which includes the establishment of specific educational objectives stated in terms
of the trainees' in-the-conference-room performances,
the selection of subject matter, materials, and techniques to transfer to the trainees the skills, attitudes,
and knowledge necessary to produce the desired behavior changes. In effect, this procedure resulted in
design, development, presentation, and conference room
evaluation activities.
We approached our design committee with the overD E C E M B E R , 1967

One of the major problems during this stage of the
process was that we did not want to resort to schoolroom
type tests and yet we had to measure and evaluate the
trainee's behavior. This problem more or less dictated
the techniques and materials we used. The in-basket,
case study, role-playing, programmed instruction, and
other simulation techniques, in various combinations,
have many advantages in this regard. Their prime advantage is that they have built-in testing devices. These
techniques allowed us to simulate the actual situation
and required the trainee to respond either verbally or
in writing, which gave us something objective to evaluate
and to compare against our stated objectives.
Here are a few examples of specific training unit objectives that were used in the budgeting and cost control program. This first one is from a session that covered efficiency problems and the effect of work orders
and projects on departmental cost problems:

Here is a slightly more complicated objective from a
session that covered controlling costs in the 01000 and
02000 accounts:
"Given the expense summary sheet for Department
III, which contains two months' experience, Letter
VI-1, plus a list of written experience factors, the
29

conferee must write an answer to Letter VI-1, which
asks for: (1) a list of items that have adversely affected the 01000 and 02000 accounts during the
past two months; (2) a written analysis of how and
to what degree each item listed affected the 01000
and 02000 accounts and their relation to other aspects of the cost situation in Department III; and
(3) a complete list of the items that make up the
total expense each month in the 01000 account."
It took slightly over thirty minutes of conference room
time to meet this one objective. Each training unit normally had several specific objectives similar to this. The
establishment of these objectives is intimately connected with the design, development, presentation, and
evaluation of the training mechanics used to bring about
the desired in-the-conferente-room behavior.
In the third step of the development process, which is
the follow-up phase, we compared the man's subsequent
on-the-job performance against our original overall objectives which had been worked out with the steering
group in the beginning. At this point we once again
picked up our examination of the organizational environment and worked with the steering committee to spell
out further actions that management must take to support the training effort by rewarding desired on-the-job
performance. We were looking for instances where
trainees had demonstrated the ability to perform adequately in the simulated situation, but failed to transfer
this ability to the job.
One example of the kind of problem this third step
should eliminate is this: In the budgeting program we
have been discussing, we taught that labor charges for
scrap rework done in the salvage and rework department should be charged into the productive departments' 07222 account. We discovered during our followup, however, that most foremen (as the steering group
had suspected) were absorbing such charges in their
efficiency and productive labor through the use of time
tickets. This method of handling rework charges conflicted with one of the overall objectives our steering
committee had established: to give an accurate cost
picture to accounting.
Management was made aware of this discrepancy. We
pointed out that during the training program foremen
had demonstrated over and over that they knew how to
report these charges, but pressure from their environment (namely, pressure from their supervisors to reduce
scrap costs and a willingness to look the other way)
resulted in different behavior on the job. This, and sev30

eral similar situations, required upper management action to align environmental pressures with desired
operational objectives.

DEVELOPMENT AS A SYSTEMS PROCESS
The procedures we have been describing are based
on the following process:

M A N A G E M E N T OBJECTIVES
Overall Program Objectives
Specific Training U n i t Objectives
A p p l i c a t i o n Objectives

The process starts with the identification and analysis
of management's short- and long-range objectives. The
overall development objectives must be compatible with
these goals.
Each unit of training material, in turn, must have specific behavioral objectives that contribute to the overall
program goals.
Finally, we help establish objectives stated in terms
of organizational actions necessary to create an environment that permits the participant to use his training experience effectively to help management achieve its
operational goals when he returns to his job.
This last point needs some elaboration to avoid oversimplification. Obviously, the training personnel and
management development consultants are not the only
forces at work in an organization. Other staffs also are
responding to the operational plans of the organization.
Their activities have various effects on operational results and often alter the characteristics of the initial
problem. Our effect on the problem may or may not be
compatible with theirs. Therefore, the recognition of the
inter-relationships between the training process and
other forces within the organization is essential to the
proper design, development and implementation of management development efforts.
Ideally, the interaction between training and other
operational subsystems should work in this manner:
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We have already discussed the role of steering, design, and development activities in delineating training
goals and in selecting or creating training materials. The
presentation of these materials leads to a training result
which should have some effect on the original problem
situation.
We must also take other operational plans and activities of the organization into consideration. The operational results of these activities should be compatible
with the educational results, for, unless both act together
on the problem situation, much of the value of the development program will be lost.
For example, if operational plans do not call for emphasizing the use of skills and knowledge being developed in the employee and for providing the support,
rewards, and information he needs to change his behavior, the development program by itself will do little
to expand or change his range of performance. Our
earlier illustration of foremen continuing to hide rework
charges is a good example of this type of conflict between training efforts and pressures being generated by
other operational staff activities.
The feedback from the problem situation to both operational and training goals closes the diagram. If the
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TRAINING
RESULTS

PRESENTATION

problem is favorably affected, the result will be a modification of future objectives. For example, as employees
acquire new skills or knowledge, operational goals can
expand to take advantage of this improvement in the
firm's human resources, and training goals can shift to
focus on other future development needs.
Now, let's look at a situation where training results
and other operational results are not compatible. This
example involves a training activity in a plant experiencing a high reject rate. As analyzed objectively after the
fact, the high reject rate was basically due to the inability of old machines to hold the tolerances demanded by
the new production standards of the organization. The
training personnel in this instance skipped a vital step
in responding to the problem. During their needs analysis, they neglected to analyze the problem for cause
and began by assuming that the foremen were causing
the problem by not recognizing the importance of quality
and by not supervising their people properly.
Their response to the need, then, was a proposal to
conduct a program that would impress upon the foremen
the importance of handling the material in a quality way
to reduce scrap, and to help them do a better job of
supervision. They proposed to the steering group that
31

they would show the need, the responsibility, and the
appropriate supervisory skills to the foremen in six sessions. The design followed these objectives. The course
developed included some novel techniques of a campaign nature, and the training was carried out. The organization's evaluation was that the effort had been well
OPERATIONAL PLANS

done; that is, the training had been presented in an interesting way by capable people who did a good job of
presentation.
A visual examination of this situation, as shown in the
following diagram, indicates that the training had no
effect on the problem, however.
TRAINING GOALS

OPERATIONAL GOALS

STEERING
Show: 1. Need

No New Capital

Reduce Costs

Impress Foremen

Expenditures

Run Training

with Quality

2. Responsibility
3. Supervisory Skil
Six Sessions

DESIGN
Follow Steering
Direction
Perceived
Capability
of Training
to Solve Problems
is Low

PROBLEM SITUATION
High Reject Rate
(Due to Inability of Old Machines
to Hold New Tolerances)

DEVELOPMENT
Novel
Gimmicks

OPERATIONAL RESULTS

TRAINING RESULTS

Keep Old
Machines

"Interesting"
"Smoothly Done"

There is no feedback from training results to the problem. The open loop was caused by the basic characteristics of a problem that was dominated by factors that
were ignored in the training program. Here the results
were determined by the operational decision to keep the
old machines, and a situation was created in which the
problem could not be eliminated, especially not by a
training program that was little more than a campaign
to impress foremen with the importance of quality. In
fact, it created a certain amount of hostility on the part
of foremen toward the organization because they saw
the program as a subtle means of blaming them for the
poor quality.
Management's response to the training effort was this:
(1) the problem still existed after the training had been
completed; and (2) the training group acquired a lesser
reputation for competence. Although the training group
was regarded as having done an effective job of presenting a program, the results perceived by management suggested that apparently training programs
32

PRESENTATION
Entertaining

cannot be very helpful in improving the organization.
Thus we show in the diagram a low evaluation of the
effectiveness of the training group. This presumably has
had later consequences on the market for training within
the organization and on the degree to which training
proposals are accepted.
SUMMARY
Successful management development depends on
several factors. First, it depends on a clear understanding of the corporation as a complex system with several
different flows of resources—men, money, materials,
orders, capital equipment, and information—which interact to create a unique environment and to establish its
level of performance. Training directly affects the men
and indirectly affects the total corporation. The various
sub-systems have many interlinkages, and we must be
sure that training activities are compatible with the
results of the activities of other operational subsystems.
Second, in trying to discern what is compatible we
THE QUARTERLY

must think in depth about the individual and his needs,
his capabilities, his value system, and his psychological
characteristics. These are important determinants of
what is appropriate in trying to insure results in a
problem situation.
Third, we must help top management see management
development activities in proper perspective. A training
program does not automatically insure better performance. It is not a panacea for all problems, but if it is
built around clearly defined operational goals, it can
supplement many of the activities that a company normally engages in. For example, when new EDP systems
are installed, it is not unusual for technically excellent
systems to falter and sometimes fail to operate because
of improper performance on the part of the people who
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must use it. Any major change of this nature may disrupt
existing relationships and change the content and context of many jobs. If training needs are analyzed in terms
of the objectives that led to the decision to install the
new system, and if a development program is designed
to anticipate potential human performance problems in
the new environment, many of these new systems will
have an easier time living up to their technical potential.
This same point, of course, can be made about any
change introduced into the organizational environment.
Perhaps management development is best put into
perspective, then, by thinking of it as a controlled change
agent, or catalyst, which is used to obtain behavioral
results that are compatible with the company's other
operational activities and its overall operational goals.
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